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350  Main  Street,  Maiden,  Massachusetts  02148-5023     •     (617)  388-3300 


Robert  V.  Antonucci 
Commissioner 


September,  1994 


Dear  Colleagues  in  Education: 

The  School  Committees'  Leadership  in  School  Reform  program  is  a 
joint  venture  of  the  Massachusetts  Department  of  Education  and 
the  Massachusetts  Association  of  School  Committees.   This  ongoing 
program  brings  together  two  members  from  each  of  65  competitively 
selected  school  committees  to  focus  on  the  role  of  school 
committees  in  providing  leadership  in  their  districts  as  schools 
are  addressing  the  challenge  of  implementing  the  Massachusetts 
Education  Reform  Act  of  1993.   This  booklet,  Volume  2,  presents 
highlights  of  the  Working  Group  Sessions  held  in  1994. 

The  School  Committees'  Leadership  in  School  Reform  program  has 
enabled  participating  school  committee  members  to  engage  in 
discussions  at  four  Colloquium  sessions  this  year.   In  addition, 
some  members  elected  to  participate  in  Working  Group  sessions 
that  were  held  between  Colloquia  and  that  enabled  small  groups  of 
individuals  to  discuss  issues  raised  at  the  Colloquia  in  greater 
depth  and  to  share  ideas  regarding  effective  practices  and 
strategies . 

The  issues  raised  in  this  booklet  may  be  useful  to  educational 
leaders  as  they  examine  the  new  opportunities  presented  through 
Education  Reform.   A  companion  booklet,  Volume  2:  School 
Committees'    Leadership   in   School   Reform:       1993    -    1994    Colloquium 

Series,    presents  highlights  of  presentations  made  during  the 
Colloquia  series.   It  has  been  developed  to  enable  educational 
policy  makers  to  benefit  from  the  wisdom  and  insights  of  the 
Colloquium  sessions  as  they  consider  their  own  approaches  to 
policy  development  and  educational  leadership. 

I  hope  you  find  this  booklet  useful  and  interesting  as  you  work 
in  your  communities  to  strengthen  teaching  and  learning. 

Sincerely, 


Robert  V.  Antonucci 
Commissioner 


ACKNOWLEDGMENTS 


This  booklet  has  been  developed  by  the  Massachusetts  Department  of  Education: 

Susan  Freedman,  Administrator,  Center  for  Innovation 
Ross  Zerchykov,  Education  Specialist,  Center  for  Innovation 
Paul  McGowan,  Principal  Author 


The  Department  of  Education  has  worked  in  close  partnership  on  the  School 
Committees'  Leadership  In  School  Reform  program  with  the  Massachusetts 
Association  of  School  Committees  (MASC).    We  appreciate  the  contributions  that 
Carl  Petersen,  President,  and  Paul  Gorden,  Executive  Director  of  MASC  have  made 
to  the  planning  and  implementation  of  this  program. 


The  School  Committees'  Leadership  in  School  Reform  program  has  been  made 
possible  with  funding  from  the  Geraldine  R.  Dodge  Foundation. 


TABLE  OF  CONTENTS 


1.    Overview 


Working  Groups  Design 


B.  Working  Group  Sessions 


Page 


2.    Learnings  from  the  Sessions  4 


Session  1:  Implementing  the  Education  Reform  Act 

in  Your  Local  School  System 


Session  2:  New  Roles  for  School  Committees  8 


Session  3:  Moving  from  Compliance  to  Commitment  13 


3.    Appendix  16 


Organizations  are  Complex  Systems  17 


School  Committees'  Leadership  in  School  Reform  Working  Group  Sessions 


DOCUMENTATION   OF  THE  WORKING  GROUP  SESSIONS 

1.         OVERVIEW 

A.        Working  Groups  Design 

Definition: 

The  Working  Groups  component  of  the  School  Committees'  Leadership  in 
School  Reform  program  was  designed  to  enable  interested  participants  in  the 
Colloquia  program  to  discuss  the  practical,  take-home  implications  of  issues 
presented  in  the  Colloquia  sessions. 

Participation: 

Optional  participation  in  a  Working  Group  was  open  to  all  Colloquia  participants, 
on  a  first  come,  first  registered  basis.   Because  forty  two  people  registered,  two 
^separate  working  groups  were  created. 

Format: 

▼  Three  half  day  sessions,  from  4:00  to  8:00  p.m.,  dinner  included. 
Sessions  were  held  in  January,  March  and  April  of  1994  on  dates 
selected  in  consultation  with  participants. 

▼  A  consultant  designed  and  facilitated  the  Working  Groups. 

▼  Each  session  was  outcome-oriented,  resulting  in  take-home  tools  and 
applications. 
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B.        Working  Group  Sessions 

Session  1:  Implementing  the  Education  Reform  Act  in  Your  Local  School 
System 

Goals:  A.         Deepen  participants'  appreciation  for  and  understanding  of 

the  dynamics  of  leading  change  in  organizations,  focusing 
on  the  unique  challenges  facing  public  school  systems  in  the 
era  of  Massachusetts'  Education  Reform  Act. 

B.  Generate  ideas  and  strategies  by  which  school  committees 
can  leverage  the  Education  Reform  Act  as  an  opportunity  to 
improve  their  schools. 

Expectations  for  participants: 

▼        Identify  the  most  pressing   issues  of  the  Education   Reform  Act  and 
analyze  them  for  the  underlying  themes. 


▼  Discuss  strategies  and  resources  being  utilized  by  other  school  systems 
that  can  help  with  these  issues. 

▼  Review  and  discuss  the  relevant  concepts  and  theories  that  relate  to 
organizational  change  and  how  they  can  be  applied  to  Education  Reform. 

▼  Generate  ideas  and  strategies  for  how  districts  can  implement  the  Act  in 
a  way  that  will  help  them  achieve  their  local  education  priorities. 

Session  2:    New  Roles  For  School  Committees 

Goals:  A.         Enhance  participants'  understanding  of  school  committee 

leadership  in  relation  to  the  Education  Reform  Act  focusing 
on  increasing  school-based  management. 

B.  Generate  ideas  and  strategies  to  enhance  school  committee 
leadership  in  the  development  and  implementation  of  school- 
based  management  within  their  school  systems. 
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Expectations  for  participants: 

▼  Discuss  and  analyze  the  role  school  committees  have  played,  their 
current  role,  and  anticipated  changes  in  the  role  with  the  new  law. 

▼  Discuss  the  shift  in  responsibilities  due  to  the  Education  Reform  Act  and 
generate  suggestions  for  strategies  that  school  committees  can  use  to 
revitalize  and  renew  their  contributions. 

▼  Identify  and  discuss  the  resources  and  strategies  available  to  school 
committees  to  increase  their  knowledge  and  effectiveness  and 
successfully  meet  their  new  responsibilities. 

Session  3:   Moving  from  Compliance  to  Commitment 

Goals:  A.        Develop  a  shared  understanding  of  and  commitment  to  the 

need  for  change  in  their  school  systems. 

B.         Determine    the   potential    of  different   organizational    sub- 
■  systems  within  the  school  district  for  being  both  catalysts  for 

change  and  the  means  to  institutionalize  change. 

Expectations  for  participants: 

▼  Discuss  approaches  for  developing  a  comprehensive  picture  of  the 
performance  of  their  school  system. 

▼  Analyze  the  potential  of  different  organizations  of  sub-systems  (e.g. 
budgets,  superintendents'  performance  evaluation,  policies,  educational 
goals,  school  improvement  plans)  to  both  promote  and  sustain 
improvement  in  their  school  systems. 

▼  Generate  ideas  and  strategies  for  taking  the  learnings  from  this  program 
back  to  their  school  committees  and  districts. 
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2. 


LEARNINGS  FROM  THE  SESSIONS 


Session  1:    IMPLEMENTING    THE   EDUCATION    REFORM   ACT  IN  YOUR 
LOCAL  SCHOOL  SYSTEM 

Context: 

The  Massachusetts  Education  Reform  Act  presents  complex  and  extensive 
change  for  the  public  education  system.  There  are  many  facets  of  the  Act  which 
will  require  seven  years  to  put  into  practice.  These  changes  have  significant 
implications  for  school  districts  as  they  determine  local  strategies  for 
implementation  and  manage  people  through  the  process.  School  committees, 
whose  roles  and  responsibilities  are  impacted  by  the  Act,  have  an  important  job 
to  ensure  that  Reform  results  in  the  strengthening  of  their  school  systems. 

Key  concepts: 

1 .  Major  change  in  organizations  has  a  predictable  pattern  and  impact  on  the 
people  who  are  living  through  it  over  time.  It  is  critical  that  school 
committees  in  their  leadership  role  as  sponsors  of  change  understand  and 
appreciate  this  pattern  (adapted  from  the  work  of  William  Bridges): 


high 
Morale 
low 


* 

♦enables  new  * 

♦possibilities  to  form  * 


Change/ 
Decision 


Transition/ 
Implementation 


New  Form/ 
Living  the  change 


Change  is  making  the  decision  to  do  things  differently. 


Transition  is  a  time  of  uncertainty  and  confusion  as  you  implement  the 
change.  People  are  asked  to  let  go  of  the  old  but  are  uncertain  of  the 
new  and  what  it  will  mean  to  them  and  others. 
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Neutral  zone  is  anything  but  neutral.  It  is  a  time  when,  by  working 
through  the  confusion,  new  and  better  ways  can  be  discovered. 

Implementation  is  at  least  75  percent  of  the  work  of  change  in 
organizations;  the  time,  energy  and  resources  it  requires  are  always 
underestimated. 

A  school  district  is  a  complex  organizational  system.  It  can  be  invaluable 
to  understand  the  dimensions  of  the  system  and  to  determine  the  areas 
that  have  the  highest  leverage  for  achieving  your  goals. 


Strategy 


Workforce 


a. 

b. 
c. 


There  are  many  dimensions  to  creating  a  more  effective 

organization. 

All  the  dimensions  of  an  organization  are  inter-related. 

The  importance  of  structure  is  often  over-emphasized. 

(Please  see  Appendix  for  a  definition  of  structure  and  other 

components  of  the  organization  system). 


Learnings  and  insights: 

T  Working  Session  participants'  initial  expectations  for  these  Working 
Sessions  were  primarily  focused  upon  implementation  of  the  Education 
Reform  Act.  Their  personal  purposes  for  being  on  the  school  committee 
were  to  pursue  their  larger  vision  and  values  for  education. 

▼  A  significant  majority  of  the  participants  in  the  Working  Sessions  felt  that 
there  needs  to  be  fundamental  change  in  what  is  done  and  how  it  is  done 
in  public  education  in  Massachusetts  and  in  their  own  school  districts. 


School  committees  tend  to  focus  primarily  upon  problem  solving  and  short 
term  issues. 
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▼  The  greatest  potential  of  school  committees  is  to  focus  on  developing  a 
shared  vision  for  their  systems,  creating  systemwide  education  goals,  and 
supporting  long  term  strategies  to  achieve  the  goals  and  shared  vision. 

▼  Primary  issues  that  school  committee  members  raised  regarding  the 
Education  Reform  Act: 

t         School  councils'  implementation  strategy 

▼  Skepticism  on  state  funding  for  the  Foundation  Budget  that 
includes  the  amount  of  funding,  formula  and  re-basing  for  future 
funding;  and  the  dynamic  created  between  the  towns  and  the 
schools 

▼  Charter  school  impact  upon  local  systems 

▼  Choice  school  impact  upon  local  funding 

t  Assessment  of  school  districts,  schools,  superintendents,  etc.: 
Who  does  it  and  how  it  is  achieved? 

▼  Lack  of  time,  expertise  and  support  for  implementation  at  the  local 
level 

▼  Primary  opportunities  that  school  committee  members  envision  under  the 
Education  Reform  Act: 

▼  School  councils'  potential 

▼  Encouragement  of  innovation  and  creativity 

▼  Highlighting  the  seriousness  of  education  issues 

▼  Professional  development  throughout  the  system 

▼  Emphasis  on  the  big  picture  and  long  range  plans 

▼  Common  core  of  learning,  curriculum  frameworks,  and  assessment 

▼  Site-based  management  and  accountability 

Suggested  strategies  for  school  committees: 

▼  Create  a  dialogue  among  the  school  committee  and  school  administrators 
on  the  leadership  and  dynamics  of  change. 

▼  Sponsor  a  process  to  develop  a  shared  vision  and  a  set  of  values  for  the 
school  system.  Use  this  shared  vision  as  a  guidepost  for  developing 
educational  goals  and  strategies. 
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▼  Discuss  the  opportunities  that  the  Education  Reform  Act  creates  for  the 
system  to  pursue  its  vision  and  create  a  successful  strategy  for 
implementation. 

Questions  for  you  and  your  school  committee: 

▼  Does  the  system  have  a  shared  vision  for  the  future  which  is  energizing 
people  to  take  constructive  actions  to  achieve  it? 

▼  Has  the  committee  discussed  the  dynamics  of  complex  organizational 
change  with  its  members  and  determined  the  appropriate  role  it  should 
play? 

▼  What  has  the  school  committee  learned  about  change  in  the  initial 
implementation  of  the  Education  Reform  Act?  What  should  be  done 
differently  next  year  with  the  implementation  of  further  aspects  of  the  Act? 
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Session  2:    NEW  ROLES  FOR  SCHOOL  COMMITTEES 
Context: 

The  Education  Reform  Act  has  focused  the  role  of  school  committees  on  setting 
the  direction  and  policies  that  will  improve  their  school  systems.  It  also  requires 
them  to  approve  individual  school  improvement  plans  and  establish  yearly 
education  goals  for  the  district.  This  new  role  presents  a  significant  change  for 
school  committees  that  have  previously  been  responsible  for  a  range  of  actions 
including  approving  all  personnel  actions,  student  expulsions,  and  out  of  state 
field  trips.  Committees  retain  responsibility  for  certifying  budgets  and  negotiating 
contracts  with  bargaining  units.  Because  a  number  of  their  previous 
responsibilities  have  been  moved  to  the  superintendent  and  school  principals, 
the  school  committees'  functions  of  hiring,  dismissing  and  evaluating  the 
superintendent  have  become  critical  as  the  superintendent  takes  on  more 
responsibility  and  authority  for  the  leadership  and  management  of  the  school 
district. 

Key  concepts: 

1.  The  real  arena  for  change  in  education  is  at  the  school  district  level  where 
change  is  implemented.  The  process,  strategies,  and  spirit  of 
implementation  will  determine  whether  the  changes  are  experienced  as 
another  top  down  interference  in  the  education  process  or  an  opportunity 
to  engage  the  community  and  the  workforce  in  the  improvement  of 
education. 

2.  School  committee  leadership,  within  the  spirit  of  the  Education  Reform 
Act,  lies  in  pursuing  the  continuous  improvement  of  the  school  system 
through  the  establishment  of  a  creative  tension  between  a  shared  vision 
for  the  future  and  the  current  reality.  This  leadership  requires  developing 
a  shared  vision  for  the  future;  understanding  where  the  school  system 
stands  today  and  the  need  for  change;  and  a  commitment  to  undertaking 
strategies  by  which  to  close  the  gap  between  the  shared  vision  and  the 
current  reality. 

3.  School  committee  contributions  need  to  move  from  short  term  approval 
of  administrative  initiatives  to  longer  term  vision,  planning,  strategies  and 
assessment  for  the  system. 
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4.  It  is  a  complex  and  challenging  process  to  develop  district  education 
goals,  build  improvement  plans,  and  generate  faculty  ownership  of  the 
implementation  of  these  goals  and  plans. 

Learnings  and  insights: 

1.        Contrasting  Mental  Models  About  Educational  Governance 

It  will  be  important  in  this  leadership  role  to  surface  the  different  mental 
models,  or  underlying  assumptions,  that  people  have  about: 

▼  How  should  effective  organizations  be  structured?  Should  they  be 

hierarchical  or  collaborative? 

t  What  is  the  process  of  education?  Is  it  mass  production, 
because  children  learn  in  a  similar  way?  Or  is  it  mass 
customization,   because  children  have  different  ways  of  learning? 


Hierarchical  Model 


Collaborative  Inverted  Triangle  Model 


School 

Committee 
*      * 

*        * 

*********** 

Superintendent 
*  * 

***************** 

*    Principals     * 
********************* 

*    School  Councils    * 
************************* 

*         Teachers  * 

**************************** 


*************************** 

*         Teachers  * 

************************* 

*    School  Councils    * 
********************* 

*     Principals    * 
***************** 

Superintendent 
*  * 

************ 

*  School  * 

Committee 
*    * 

*  * 

* 
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Examples  of  implications  and  insights  developed  by  school  committee  members 
on  the  role  of  the  school  committee  in  these  contrasting  mental  models  of 
organizations: 


"Hierarchical  Model" 

"Inverted  Triangle  Model" 

Give  direction,  set  policy. 

Superintendent  is  the  boss; 
communication  flows  through  him  or  her. 

People  at  the  bottom  see  great  risk  in 
trying  to  change  things;  be  innovative. 

Push  decisions  up  to  the  top. 

Chain  of  command;  hard  to  get  input. 

Get  people  involved  in  planning,  policy 
development,  and  decision  making. 

More  communication  with  and  less  insulation 
of  the  school  committee. 

More  risk  taking  and  support. 

Push  decisions  to  rank  and  file  instead  of 
central  administration. 

School  committee  are  facilitators  as  well  as 
decisions  makers. 

Message:  There  is  not  a  right  or  wrong  model  for  how  organizations  work 
effectively.  There  may  be  significant  implications,  however,  for  how 
a  school  committee  thinks  about  its  job  and  the  actions  it  takes. 
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2.        Contrasting  Mental  Models  About  Education 


Examples  of  implications  and  insights  developed  by  school  committee  members 
concerning  the  role  of  the  school  committee  in  these  contrasting  mental  models 
of  education: 


Mass  Production  Model 

Mass  Customization  Model 

All  students  are  fundamentally  the  same 
and  learn  in  similar  ways. 

Goal:     Develop  the  one,  best  process  and 
implement  it  universally. 

Focus  on  developing  curriculum  and 
controlling  the  process  for  learning. 

Provide  "in  service"  training  for  teachers' 
implementation  of  curriculum. 

Rely  on  standardized  assessment  of 
students. 

Develop  policies  that  require  high  degrees 
of  consistency  and  uniformity. 

Students  are  fundamentally  different 
and  learn  in  quite  different  ways. 

Goal:     Develop  the  capacity  and  skills  of 
teachers  to  respond  to  the  different 
learning  styles  of  students. 

Provide  teachers  with  curriculum  flexibility. 

Require  professional  development  that 
expands  teachers'  capacity  to  respond  to 
different  students. 

Expect  multiple  means  of  assessing  student 
learning 

Develop  goals  and  encourage  responsive 
innovation. 

Message:  There  is  not  a  right  or  wrong  model.  Depending  on  the  educational 
model  to  which  a  school  committee  subscribes,  there  may  be 
significantly  different  implications  for  the  work  of  the  school 
committee. 

Suggested  strategies  for  school  committees: 

▼  Create  opportunities  for  dialogue  on  members'  mental  models  of  how 
organizations  work  and  the  nature  of  education. 

▼  Request  a  representative  from  MASC  (Massachusetts  Association  of 
School  Committees)  to  give  a  presentation  on  the  changing  role  of  the 
school  committee  at  one  of  the  committee's  meetings. 
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▼  Review  and  discuss  the  committee's  evolving  role  and  develop  a  strategy 
for  being  successful  in  this  role. 

▼  Identify  and  pursue  opportunities  for  the  school  committee  to  learn  about 
and  succeed  in  its  evolving  role. 

▼  Plan  a  retreat  at  which  the  school  committee  works  to  position  itself  for 
enhancing  its  leadership  in  improving  the  performance  of  the  school 
system. 

Questions  for  you  and  your  school  committee: 

▼  Has  the  school  committee  discussed  and  defined  the  changing  role  of  the 
school  committee?  What  changes  should  the  committee  undertake  in 
what  it  does  and  how  it  accomplishes  it? 

▼  What  perceptions  do  parents,  administrators,  teachers  and  students  have 
about  the  leadership  being  provided  by  the  committee?  What  would  bring 
the  greatest  enhancements  to  the  leadership  provided  by  committee 
members? 
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Session  3:    MOVING  FROM  COMPLIANCE  TO  COMMITMENT 

Context: 

The  Education  Reform  Act  mandates  many  changes  for  public  education  in 
Massachusetts.  The  risk  for  school  systems  is  that  they  will  implement  these 
changes  in  a  way  that  ensures  that  they  are  in  compliance  with  the  law  but 
without  consideration  of  how  they  are  moving  toward  school  improvement.  The 
changes  brought  about  by  Education  Reform,  which  will  impact  students, 
teachers,  parents  and  administrators,  will  raise  questions  and  require  decisions 
at  the  school  district  and  individual  school  level.  Each  community,  school  district 
and  school  will  face  the  challenge  of  integrating  these  changes  in  a  way  that 
builds  commitment  to  improvement  and  addresses  the  unique  situation  and 
dynamics  at  the  local  level.  Research  on  change  in  complex  organizations 
makes  it  clear  that  it  is  the  implementation  of  change  at  the  local  level  that  will 
determine  whether  Reform  achieves  the  desire  impact. 

Key  concepts: 

1.  The  increased  emphasis  upon  improving  performance  and  increasing 
accountability  confronts  school  systems  with  the  need  to  have  reliable 
information  by  which  to  assess  their  performance  and  student  learning 
over  time.  It  appears  systems  will  have  the  option  of  relying  solely  on 
state  generated  data  or  choosing  to  develop  more  systematic  information 
about  the  performance  over  time  of  their  students,  schools  and  school 
systems. 

2.  Organizational     systems,    such    as    budget    development,     contracts, 
curriculum  policies,  and  performance  evaluation  of  the  superintendent, 
have  the  potential   to  both  promote  and  sustain  the  improvement   of 
schools  and  school  systems. 

3.  The  "School  Committees'  Leadership"  program  can  create  learning 
opportunities  for  the  entire  committee.  Participants  can  meet  with  the 
superintendent  and  committee  chairperson  to  discuss  how  learnings  might 
be  brought  to  the  rest  of  the  committee. 
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4.        The  three  C's  of  a  successful  organizational  change  effort: 

1.  Generating  individual  commitment  to  change 

2.  Building  organizational  capacity  to  sustain  the  change 

3.  Establishing  an  organizational  culture  that  is  open  and  receptive 
to  change 

Learnings  and  insights 

▼        School  committees  need  to  expand  the  information  on  which  they  base 
ongoing  assessment  of  the  performance  of  their  school  systems. 


V  School  committees  have  the  opportunity  to  create  a  more  formal,  regular 
process  by  which  to  review  and  understand  the  performance  of  their 
school  system. 

▼  There  is  need  for  clarity  about  the  information  that  is  valid  and  reliable  for 
assessing  the  performance  of  a  school  system. 

> 

▼  Many  school  committee  members  feel  information  is  filtered  by  their 
superintendent. 

▼  A  significant  amount  of  school  committee  time  (15-35  percent)  is  spent  on 
the  budget;  yet,  most  members  feel  that  this  time  adds  little  value  to  the 
budget  process. 

T        A  minimal  amount  of  school  committee  time  is  spent  upon  the 

performance  evaluation  of  the  superintendent.   Yet,  members  feel  this  is 
a  high  leverage  responsibility  and  opportunity. 

Suggested  strategies  for  school  committees: 

▼  Identify  the  information  the  committee  currently  uses  to  assess  the 
performance  of  the  school  system.  Determine  if  additional  information 
needs  to  be  collected  and  analyzed. 
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T 


Plan  a  yearly  meeting  of  the  committee  at  which  the  performance  of  the 
school  system  is  the  sole  agenda  item. 


▼  Discuss  with  the  committee  the  implications  for  the  school  system  of 
national  and  state  reforms  focused  on  improving  student  performance  and 
increasing  accountability. 

▼  Create  a  plan  for  the  school  committee  which  will  enhance  its  ability  to 
provide  leadership  for  the  improvement  of  the  school  system. 

▼  Discuss  with  the  school  committee  chairperson  and  superintendent  key 
learnings  from  this  series  and  propose  possible  strategies  for  enhancing 
the  school  committee's  leadership  in  education  reform. 

▼  Investigate  MASC  (Massachusetts  Association  of  School  Committees) 
resources  to  enhance  the  superintendent  evaluation  process. 

Questions  for  you  and  your  school  committee: 

▼  Within  the  model  of  "organizations  as  complex  systems,"  where  does  the 
committee  feel  that  it  has  the  greatest  leverage  for  improving  the 
performance  of  the  school  system? 

▼  How  can  the  committee  improve  its  budget  process  to  ensure  it  is 
accomplished  in  an  appropriate  amount  of  time  and  is  a  vehicle  to 
improve  education? 

▼  What  enhancements  will  the  committee  make  to  the  process  of  evaluating 
the  superintendent?  What  can  guide  the  school  committee  to  support  and 
reinforce  the  importance  of  the  superintendent's  leadership  in  the 
improvement  of  the  school  system  and  in  the  accountability  for  results? 
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Organizations  are  Complex  Systems 
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